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ATMINISTRATION

Concept and Nature of the Task

Legislation'&oeé not make detailed or restrictive provision
for the administnatipn or orgenization of the Central Intelli-
gence Avency. It pn;vides that the Agency shall te headed by a
Director of Central %Intenigence , "appointed by the President s
but it does not, in?general, obstruct the freedom of that Direc-
tor, He can organizfe as he chooses, appoint whom he wishes, and

terminate employmenﬁ at his own discretion.

In carrying oug this tesk, the Director has desipnated as
his immediate suhorﬁinates three Deputy Directors. One, ty law
the "Deputy Director for Centrel Intellisence" supervises
intellizence activifies primrily centered in headquarters. A
second, the "Deputy%Director for Plans" is responsible for
operating activitie? primarily centered overseas. The third, the
"Peputy Director fo% Admimistration" is in charge of &ll admini-

strative support fo? the Agency.

This tri-partite division in general defines the structure
of the Central Int%lligence Agency (see chart 1). It further
indicates the cmncépt and nature, the extent and limitations of
the task of the third of the above mentioned Deputies, the

Deputy Director for Administration,
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would report directly to the Office of the Deputy Director for
Administration, ratli'mr than through any of the three majer

eubdivielions,

Proper orgnniﬁation and staffing by Administrstion in the
rield of the Deputy Director for Flane would extend to establieh-
ing with that Deputy Director & Senior Officer responsible for

adninigtration and ;1ogistlca. Subordinate to such a Sendor

Officer would be oi_‘ﬁ.cinla, similarly responsible, in offices
reporting to the ﬂfpnty Director for Plans, Under this concep-
tion, a senior mcl%.mnim--ﬂrst, the Deputy Director for Admini-
stration with the ﬁeputy Director for Plans and next, the Director--

would exist for *t.héa resolution of any unsetiled problems.

In the event *that supplies, services, money, snd manpower
become & problem in the sphere of responsibility of the Deputy
Pirecter for Centr;al Tntelligence, a comparable plan could be
adopted. In all ;i;rcblbil,ity, the overt offices of this fleld
would deal, threug%:h their assistants, directly with the heads of
central adminiatra;tive of fices and resolve any difficultles

through the Asszia?;ant Deputy Director for Adminlstration.

fhe Office of the Deputy Director for Administration, as

well as being rmﬁmnsiblo for proper organisation and staffing
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orficiale whe ave aministwasara muiet not swert poliey eontrol
gver imallicencs qffim. Admindstratore are in being in orier
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operation, and Ww, becmase the Wemuty virecter for Adalal-
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e O fice af;; the Dep.ty “irector for Administration; bhow-
evoy, ein creste snd maintalin strong ceniral administrative
erganisation. if“wgrst operaticne may require thelr twn saparate
sdministrztion, :m there ir no reason why such sepsrats adaini-
stration should n&t be msde rerponeible tc one single adminisira-
tive head. It ir only through such organisstion that the Olfice
of the leputy Director for idministrution can accomplish its
misslon of mupportisg the entire CIA and of offerieg ite spocial
abilities 1o the m:xmu af fiees,
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Development from Oétober 1950 to the Present

In-October 1950 the organization of the Central Intelli-
gence Agency gave ﬁositions of pre-eminence to officials who
were primarily édm%nisﬁrators, The Executive, an administra=-
tor, controlls% no£ only the administrative offices such as
personnel, services and finance, but the operating offlces
as well (see chart?2). This necessarily resulted in policy
control over intel}igence Offices by those not qualified in

intelligence work.

The Director of Central Intelligence, as stated before
(Concept and Naturé of the Task), has been given broad
statutory authority to guide and direct the Agency. This
authority was usedgduring the period October 1950 to the
present to make imﬁortant changes from the October 1950
eontrol by adminis£rators. Where the command function at that
time was through an administrator (the Executive), it is now
through three Depufies. The Deputy Director for Administra-
tione-an administrétor--now controls only the administrative
offices (see chart%B). The Deputy Director for Central
Intelligence and tﬁe Deputy Director for Plans are commanders,

so to gpeak, of th% operators.,

#* ¥ *

The policy establishad by the Director of dividing admini-

strative control f#om operating control and operating control

_ "re
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inte esntrol over ;htonjgamo activities centered a!{ headquariers
and control over iin‘i»lliggm« aetviﬁt&::mg! hee had effect
not oaly wpon the éinmmﬂ structure of the Lentral Intellijence
Lgency ut slsc ugéon the raosponslbility for that etyructurs, In
Ucteber of 1950, téhe responelibility was thot of the Executive--
with the uMenunimnx, o coarse, that hie decisions be con~
sonant with the poé&iei.m e’ the ilracter. At ‘he pragant,
responsibllity mﬂ%m with the thres Deputy Mractore, sach for
ais own ;ﬂrti&llfi fiald, with the Deonty Lipoeter for Adminie
stratien, in m.zﬁitéim, having responsibility thro:ghout fov

supplementary sta?“?fiag to achisve sappert,

In October a"‘ 1950 all offices--aduinistrative, operating,
and iamngmm--;xutad andar & single coamand, 4t that time
the officer uere m follows: The idministrative “tarf {overt);
the Special *wgwt frare feoverti; Office of Jeneral Counsel;
Inepection and E’wefmﬂty “Rarf .( includad A1)y Hedical Starfy
Office of Speeisl MaMn: (orD}y Office of Policy Zoordine-
tion (OPC); Ectﬂeti of Opea%,iﬁus {22} Office of Intelligence
Coordimation (ﬁlﬁ)i; Offioe of Collection amdi Iissemination (00C};

frice of ?:""‘eiantirijhc Intelliigenece (081); Offtce of Heports and
Estimates (ORE); an:! Offiem of (urrent Intelligence 00I), (Bee
Chart 2

» | eEARET,
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A% the present, with the avisting tri-psrtite responsibllity
for tha three mﬂunte fipldm, Contral Intelligence i;emcy organl-
sation har been mmaﬂ in accordanes with the individual eobe
captione of ite i‘l}n;mty Hroctors and the rowverning policlewe of
ite idrecter, |

Reparting to the Deputy idrector for Administration through

the Assistant Wav Uipsctore wre the fersoomel Office, Comp-
| Serviess snd Tupplies .
trollerts U ‘lce, Bumumsawnt Tifkesy Xbwiwkesraxiws fmywiess
Office, Medicel Uffles, and Audlt Offfes, Advising him at the
level of his Jﬁ.emlfagunt Beguty Ulreetors are two Offices which
sncom-ars all afiigtmy sciivity-~lensral Couneel and Isepecilon
teeponsitle

and Socurity., Kemp to him st aonother leovel ir an
advimory group e&wg&d with exdsining and studying iaternsal
manszenent, ’fz«ais} 12 the Uffige of the idvigor for Hanegemsnt

{mee (nars L),

t

The Dejuty Iirector far Plans--sn officisl mon-sxirtent
ia Dotober of I‘S?ﬁw-hw Zoveloped his Teld of rae@mibm iwy
inte the fellowimg Offtgent~ The Urfice of Pollg Loordimatisn
{OPC)g Office of ’%maiul Gperaticne (09} Office of Operstions
{30)g Uffice of é‘amniwtm {fommo); and Technicsl ‘ervices
ttaff (7. m Chart S.)

3 '
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The Deputy idreetor for Central Intelliremce, whoee
consand arex wvwin those Lum}.n;gmncq sctivitiez primerily
centersd in mm;u;wms, hae become rosponnible for dirsciisg
and ooerdine: Loy ﬁho Offhee of Inteiligence Coordinmtion [Gi¢ )
Offies of ﬂﬁ‘lwtﬁém and Movenination 70D} Gifice of “clen-
Wi Ixzmlligmwf {0713 Uffice of turrent Intelligence (UCT.
ci,féim of &twch and Reporte {(CER)j snd Office of Hational
Eetimates 70NE), (See chart 6.

[ IR & 3

In the CIA u:uu sxirte the difficult probles of adwini-
atratieon of an ﬂa%mimttm which carries oat twe typers of
sctivitiep-wovert am covert, Hdany of the Agency's protlame
are highly aimwim snc by thelr wery nature prevent normal
adminiptraive ;r%cucw. In adiition, there i the uncouven-
tional charscier nz‘ pacret work abroad, which, whem compeundel,
with special mmm« requiresants, covicusly indicaize & moud
for spucial ministm%im treatmant,

Hscpgnition of tnis coneept before October 1950 lead to
the orpaslissiion ﬂsm exieting, Although s Perso-mel Lirector

s Budget ﬁ‘f"?iefmf* scted ur sdvisors 0 the Lxecutlive, the
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pdministration of all personnel, services and finmoe functions
was deceniyalized. A $pecial Support Staff, headed by a Chief,
was charged with these activitise for the covert offices, while
an administrative staffl almo headed by a Chief, was responeible
for them on the overt Eide (see chart 2).

Experience with %iecentmlim administration soon indicated
that, olthough the demamds of security often impose special and
wmsuel procedures, m‘ificient and economical orpsnization had to
bve recognized, TFor mcmle , it was pointless having the coveri
personnel office Wittin@l_{ compete with the overt personnel
office for the same individual; it was inequitatle sllowing the
overt office to pay irx axcess of covert office salaries for a
comparatle magmnsi‘cﬂéity; it was uneconomlcal using 't.m doctors

where one properly served i!m purpose,

Aceordingly, present CIA organization provides for greater
centralization than ’t«zéfer-e. There is now tut one Asgistant
Director for Per&:ommié; tut one Corpiroller; and but one Medical
office, (See cmn).é Procureaent activities;rather than being
divided into two eat&aéorias, have been amalgasmated into one.
Travel and mnspurmtim are sccomplished throughout the lgency
b? a single Transporbéztion pivision. Reproduction has been cen-
trelized at one lwsztiom A Heal istate and Construction Divislon

Sanitized - Approved For Relea%}?EGﬁﬁDP54-00177AOOO100150017-9
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operates for both maéfart and covert sides, lowever, successful
centralization of ad:ministmtive functions in the Central Intel-
ligence Agency is é %dirficnlt task, It must be accomplished with
an undergtanding of tm mandate of the organization and of situa-
tlone which demand siamﬂ.m;ly unecononical administrative arrange-
ments, Tt is a problen not yet entirely solved,

*® & W

The covert offﬁic&a of the Central Intelligencc Ajency
perform individual opurations, the administretive support of
which reaches exten#ivo proportions, These coperationz involve
mmrshi;:—-carpurat&aé and preprietary--, preclusive buying, subsidy
investaent, and o*‘ahe:r normal tusiness functione for which adminis-
trators s rathor t.nan intelliyence oificers, are qualified, Some
missions can be effectively, securely, and efficiently performed

through the use of men, money, and meteriel already in use in

operations in the same locale at spproximately the same time,

In October of 1950, what machinery did exist for coerdiia-
ting the support of such Agency prejects wvamsnot effective,
Evolution and frank appraissl have led to the reconstitution of
the Covert cooréinatiion Cormitiee, o senior tody established to
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The expansion i;ndicatod by these figures has imposed serious

problems on efficiex?t administration of the Central Intelligence
Agency. From the pciraonnel point of view, for example, it has
placed emphasis on émeting quotas, rather than on contimous and
systematic in ser'!rit;:e placement, This militater against assurance
of best use of ompltf:ynea’ abilities and capabilities andims a

detrimental effect w;zpcn morale.,

Expansion has tjiem;ndad a different conception of personnel
work from that axlsi't.ing in October 1950, and in racognition of this,
the Di.rect-or hau eaublished the porition of Ass&atant Director for
Personnel nthx the/:hx:::ting Personnel D’irectcr The position was
filled on July 7, 1951, ané s staff serving tha now Assistant
Director for Personnel has accomplished a compreﬂ'sanaiva mrvey of
policles, organisat?.on, and procedures, part of thich has been put
into effect. Other achievements, gpecifically, ,‘ include a reiistic
programming to obtain the Arency's manpower raq;"uirements--smthiu
particularly difficult in view of the aonai.tiw‘ security considera-

tions which limit zéemituent, and the special. need for highly
: |
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gpecialized talents; improved relations with the National Selective
Service Headquarters :and the Defense Department; a reorganization

of the Personnel Office: to centralize persﬁr:ﬁ.ol procurement, classifi-
cation and wage tduin'!.aftnti.on; and progress in simplifying and

standardising £ perscnnfal methods.

The youth of the Gi-ntral Intelligence Agency and the conditions
of expengion and change which have prevailed since October 1950 have
made the task of holdi.nfg persannel difficult. Persons who might be
qualified and intaraeuéd in intelligence as & career have been
discouragad from @ntarﬁéng the field or have left it., A= a conse-
quence, it became intpc]éltnt upon the Agency to develop a definite
caresr service coneept.% Taie program haz been insugurated, and
individual working grm%.pn have been named and are functioning to
recommend: (1) &tlae£io;rg?‘7c£gx&$ia, (2) Systems of performance
appraisal, (3) prbcedures for job retatiom, (L) 6areer benefite,
{8) wstandardsand meth;:rds for recruiting career trainees, (6) career

trai ning facilitiee.

Deapite pragcijéngmsgermnml remains amony the
unsolved problems of thn Apency. Considerable effort must be epent
to shape a& sound prcgram of personnel management within the organiza-
tion., This should inc?.ude planning for more effect 170/ in-placement

work, as well as imet.aillntion of procedures through which the career
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gorvice progren c&n mmmm Hosecsary, alse, iz & determinetion of
the exient to which Z?WEQH@ comtralizationemalready sterted=eshonld
1 mlude the covert offices,

* * #*

The repid pace of mﬁgn has loft real need for full exerdime
tiom of the Agewoy's m&tir«s Wdget operation, In Outober of 1950,
there appeared to be no m;’im fiscal problemy and the Central Intelli-
perey Agerry, favored ty a&eq\mm Songressioml support, was hampered
bty lack of nelther fuxds mr the srecisl socurity haniling of ihore
fumis, Both Comgress and m Puresy of the Budget refrained fronm
examirdng indetall the w woridng of the Contrel Intelligence
Agerey in order o &ﬁwm::a Juptirication for the tudget,

In the perded of mq:amiun fron Cctober 1950 to the present, the
Ooffics of the Complroller @arfemﬁ outetanding vork in rendering day
to day fimneial ssrvices "bo oo it mously oxparding of fices and ever
srereasing rusbors of complex operatioml projecte. Tt accorplished
its task by an svolutiomry process of a molding of systems and pro
cednres to chancinmg and gﬁmﬂ.% neods, Tis bezic approach contimed
to be the same, and it &j.d not zton to reorganize.

Sanitized - Approved For Release : CIA-RDP54-00177A000100150017-9



Sanitized - Approved For Release : CIA-RDP54-00177A000100150017-9

»

Bueh rearganixatimémy rever appesr to be necessary, and in
fagt, livdted 1@%@:&{.5 41 the rizht direction may weoll be more
affective than "rmaster” gslamWh cause major disruptioms. THow=
ever, the quilt thet hsasbwn tailt has been s patchwork quilt, and
a5 it is comstructed to provide the basis for a permanent ond stable
orgenization, it must ‘!ze%réﬂam ard exardned and krown te be correct,
lore important, porhaps , in the Tudget field are Agency relatiom with
the Bureau of the Budgst snd Corgress. In October of 1950, the sire
of the Agency tudget alw 44 o bs imeluded in a murnber of separete

25X9A2 blianket amd umdanﬁfiaﬂé sppropriatiors, Budget proposals for the

fispal, year tegiming J'aly 1, 1952 total _ and
this amount =might well m{pam precently used appropriation items to the
point that they will rmra to be identified. In addition, the very
gize of the proposed hmign’a for 1953 mizh% well cause the Dureau of
the Pudget to mtizﬁ.m carefully internsl activities of the Central

= Intelligence Agency and bﬂ.*@; to an end the discretion, security, and
spocisl trestinent hamtafure gre rbed,

There has been adequate recognition of the two tudgetary problems
which zrowth and exp&miian have czused., 4 genior comsultant has been
obtaired to review and nfctviae gortimously on major aspects of the
fisoal protleme-with pariticulﬁ:r referemce to the complex protlem of
covert fimancing and fmﬁi’eign exd@iznge. There have been cortimous

senior deliberations anm segond question, Solutlors sugsested
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have beon to rosomise & ddvision of the Ageroy's "cold war® and
intelligence funcilors and either {1} broak dovm thw budgel inko
two brackete or(2) act as an operaiing agent in the “oold wr®
1014 with the rdlitery providing the nccesssyy funds amd persomwl.

Though prosent arvengesonts for handling the diffieult tudpete
ary uestioms of ihe mn&m T 1licenne Aparcy heve beon coundly
concedived, there wre i:ﬁimt.iam thet smacdretion of the axiget
operotdon ie noaconsory. m orotleme are outlinod on the horison,
and they mist be solved %o assure the Agency the fumls and apocisl
socurity '

posesEry o carry mat 1ts resporsililitiss,

% his *
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Orowth and m&mm frow Cetober 1950 to the present have
crented a major ;»mblm in the admirdstretion of the Centyel
Intelligenoe Agency aaiwz‘it?f progren, Assuming the utgpst in
thoroughness in mﬂwi&gﬂ:&.an of applicants, the best investl-
gative aids, o pﬁxfmw in guard systems, in protective deviode,
and in controls, real amiw is no better then the leadership
awredaed by mpewiwjm and the pereonal security somumed by
sach individual employee, Then an agenoy has boen staliidzed
with enly s smll tarmover of personnel, and when 1% has had a
chance to gateh ite mﬁa, personel security ie eacler to achleve,
In the period October 195{) to 31 Degerber 1951, this lhas not been
mm,mmm@émhmmmmomwma
in administyrative mxﬁ,amms for security, there mve boen
evidences of stradn,

During the pariuci, sowd security policy was not used ina
mambeyr of operationsl mjccw and osrtain srrors and copro-
misen rosulted. Ixﬂmqﬁ:ﬁﬁmtm of amplayess upon their inmdtdal
oxdbact with the Aa,mw requires imgrovesent, anxd initisal trdef-
ing af 1ight offioiai cover peronnal needs a genersl tightening
upe Howover, no mjcr penetretions of the Agency have boen dis-
eoveredj—rather a mzbam' of poseible penstrations have been
found in adverce by cém:\-m «1ligence receafch, The igerey
haz not had ene cage of an allszed subwersive trought bofore
Congrozs, befare the public by allegations in the mwess, or

reparted by the FBI.
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In spite of apparent cugcess in ite major mission, there
are & mombor of ckmﬁmtams erd policies which, s of

31 becerber 1951, ﬁtﬂl detrect from the genernl security of
the Central Intelligence Apency, 25X9A2

In the ﬁaahingtcm arca tie Lgency ocouples builﬁinga,
an increasoc w@ wima f‘etabfr 1950, This large mumber of
budddings, my uidaly mm‘mﬁ and 2ll readily idenbdfisd
as belonging to the Qmﬁal Intelligence Agency, creates a
definite seourity hss::aé.rd. The transportation amd courder
asystens necessery to mintais such 8 wideapread installstion
are not only costly but alpo croate magy risks in the trensit
of documenta, in the eolloction of classifiod waste paper,
and in inbereoffice visite y pernomel. fforts to correct
thde sltuatione-made c%an‘bimmxsw by requests to ongress for

a single uilding—emst bo contimed.

The Central MMGme Agency comtdnes in a single
organlaation a wide Wria‘%ef of activities, meny of whiech have
different otandards oiti‘ eocurity. The fact that some Agency
activities oxist, farimnple, le 2 metber of pullic record;
the lmowledge of sﬁwm is highly secret., The securiiy of
covert activities, mmrm, rizks being
lower standamde of sequrity of the overt,
soaver of the Central Intelligence Agency 1., in fach, & ool
in the honds of foreign intelligence snmlysts, Throughout the




1
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trend by the publie w@mz&m exl stance of the Central
Intellizonce Agency ws partieslarly its "cloak and dagper®
sspecta, The natural hm dpanstization of esplonage

and of sscrsl u:m:*atﬁ.céw hae tendod to hizhlight this, and
there have been mwap&per and magusine articles abeut the
orgerivation and ite uj\nrk. Mpere appropriate the Centrel
Tat=lligenee Agamey ha}e smphszized 1ts dutiss as the coordina-
tor of imtellirsnce ruﬁtﬂ' than itz eserst oparations in
order to cover the améeiﬂ. activities entrusted to 1t.
Hovever, om any ruch qecasion the gemeral security of the
Agomey, of meccreity, glotw ground, and thore becoms new

tocle for Poreign tatd;lligngnee agents to use.

Serions thianking émm contirse to be given oun & peller
level ar to how bert Lo cchievs the security that the Arwwy
mast have vis-w-vie t!w nation' s prees, rudlic cpmioﬁ, and
s dezocratic process iéwuﬂ:i on the fresdos of imformation.

Thare miet be 2 detarninetion of the ertent Lo which the role
of the Ceatrsl Intc“.iligzuam A.ency as the cemtralized coordina-
tor of intelligence :izmﬂ.ei he ublicly advertised-~consideration

glven to disadvantages of discloning anything ve, adventazes of

be taken Lo improve tm Ayencyts security by strenghiening
arganisationsl discipline--an acoomplishsant which ir partleclarly
dif4cult in u period of expansion of physical facilities, of

activitles, 2nd of wj&mmm@.
Sanitized - Approved For Rel%ﬁMERDP54-OO177AOOO100150017-9
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In the periol from Setober 1950 to the present it has been
pocsitile to mdintadn a sound seourdty jropen with probeily the
Mighest standerds in Governmment, lowever, kaown weaknnssos
axist and i arder Lo contime its effectivensss, security must
be cantdmously ex mma frors within ard Lron without,

8%

Among Centrul I:rwmm@e Apengy support activitder in
st of procuring, tﬁ:&}‘h:&,, an! distrilating 511 supplies and
equipment for loth mrt ar' eovard oporations., In the 15 months
fron Cclobar 1950 to me proce:t -gam besore incressingly o -
mtter of Miliyg mwml reguivements for the Office of Folioy
Coordinatdon, whose udget tas expanded fron [ <o- t:0  25X9A2

fiseal year 1950 to a prospective [ - tic fiscal 25X9AD
yosr 1953, mmmm itoelf hap been one of prowing shortages
b -

of eriticel mtexdals MMW% forecasts
by the Office of aﬂfaliﬁ,; Coopddnation of the ammint of such
eriticel miterisle have-been ALrficult and at tims inposdlle,
This protlen hos Leen t%:mnﬁm Wy the faol tied much of tle
materiel procurensat Sor the OXfice of Folley lcordination is
in swppart of much soneltive actdvities that & complex
arvangemmb--arich ot Ma mart indicote no Covernment intsrest
whatsooyunels m’aim‘w

£
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During the sarly 'zaor&i%m of the noriod under roview, thore
existed operational ;xlmmmfx without nyoper conslderetdon of 4
MW&?‘WQM Iy the setellishment of the
Projects Review O ﬁw, 8 body compomed of the Dirotor aml
the thres Depuly u&mam vhich gives senlor priue approval
to mjar ‘poncy projedts, much hes been done to overcawe this
shoyboosdng. The m‘t&m axbends to & N1l appreciation by
Flasers of tho iﬁmﬂma of an adyenoe parentes of adequtc
mtoxdel support for any plan ad 4o offective, proopt, end

e ‘ for thet plan, At the present time,

projecte reaching tho m,jmta neviow Cordttee ave roquired to
nave firm determinitions of logistdoal support and there hap
boen & styengthendng M the senlor perconmwl of the Prosuroment
Office which mst give that mipparts
mm%%%ﬁéﬁ mm@ﬁ @m for
oritiesl poods by the tm tral Intellipence /gency will continue
o xpand, The &fﬁne; of rolicy Coordimmtdon is charged with
wretion for cxtensive covert operutdons to be launchbd ab
the outtresk of & var, This fnvelves administrative support
In vast propoytions faf mrolectn hose axact oxtent s not knowa,
in immodiate rfotlen of tho “rcuresant Ofice, thorafare, is
clore ocourdinstion ﬂt&iz 0 in & difficnltd and vital progrun of
dpiling, e closo oridn; relationship demnled of these
two 0ffices points up & protlen which exists, es well, betwoen

Sanitized - Approved For Rele%FmF-PDP54-OO177A000100150017-9
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others, There is meed in the Centyal Intelligence Agency for
further intor-office mﬁ&m& sding of soncthing of the operse
tion, 1imitations, and m;naci pa on both sides ﬁ peparate
cooperating offices, ﬂ;me uwlened with the responsibility

of an operatiancl mima:iém, for example, should be appreciative
of overriding mmmmmm widch might prevent supply,and those
charged with sapply Bh:mld understand the vital importances—
perhaps to the point ea:tg violotinge establiehed procodurese-ol
adoquate and prompl m;prm ~dneiong.

Tho necessity for§ such intorof fice mlationchip is
especially necessaxy kaewﬂ oporating and adwindstrative
séotions, Lack of it iz 8 result of tis cambinstion of the
youth of the Central i%nib@aﬁc@ roency, the historical birth
of the Cfiide of b}.icy Coordins tion (in which ihere were ovar
ton yeare of complete LWM&) s the tw serorate stamdands
of security, and ammémﬂmaw in places of the corpartdentali.
sation of information on & "need to lrow" basls, Solution
the problem as been aeémﬁmd in part by now energy in the
ferbral Intelldizenss A gﬁmy treining rrogran (see Annex 1),
adoption in prineiple of the career service program, amd a
rotation prineiple to ?:p made effective through the Asnistant
pirector of Personncl. The situation, howevery contimws to
be an agpmevating one, Emﬁ ruoh work in this flield remeine to
Yo dono. |

I T 3
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he supossafil operation of an intelligorco agengy, Derti~
oularly durdng & period m“ rapdC epancion, roguirves thot e
directing steff contimudusly rulnmit iteelf and ite operations
to oritiosl pelf-maningtion, Thisis cspecially importent in
the edaindsiantive fmm in order to Lneure both sffectivemse
and sconoey of a;mmm gl the Deputy [irector for Adminite
tretion consoquently s clmgeﬁ with establishing and madlatalne

mmwmwﬁmx, the Centrel Intellipence spenoy
bas sede forvard ctepe in o mampmant aaalyels progies of
roviewing md mmw; oroenizationsl structures and proce-
dures, The managen Wmﬂm of the Agensy iteell has
ingressed, and there hmm been major mampenent studios which
nave verulted 4n tangiMle sovings, o the fiscel year 1951,
for exanple, hoose mmmtﬁé to over [[IEGEG

function weo initdated at the Jganoyts
dnceptdon and hae grown with it. lowever, durleg the first tiwes
yoars of Centrel 'Imll&:m ioency exictence, msxepenent dld
not eperete in covext z:m". ¢y Lmmedistely pidor to Colober
1950 hes mansgerent ar@l;m&.g beon cxbtended to the covert offices,
and iﬁ&&hﬂmwi‘mm&maﬁm&m& boen most lncone
plote aud lonst awm Mo youth of the relationchip, the
groatly incroased managenent slnlyels office woridesd, and the
contimous expanzion f}f soverd sotivitden heve lwon cauges of

the deficiency. The cavert fins an area in whioh there

25X9A2
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mint Lo contimuing m&gwmﬁ gorvices, mejor menapomant studlies,

and pancgoeoand cdvioe.

Lrdtdeck eali’-maiﬁm%im, in eddition to teing fron the
point of view of ana:;ﬁmﬁ irprovonent, must Wl place In the
Central Imbellicerwe AM?‘ Iron the polnt of view of financa,
Though Leancy experlenco hos Iniiooted dmt wethiodd nancial
prectices wAll aot be followed by the mjority of enpla
vhere there e no w»mmn: f17luenee in the foms of an audld

sl insrection p:rrma, 1t oppearo thet instoncen of atuse dum do
t Srnerease vheos th@wé ir lack of sdequats Pinereidl asudli and
inspection, Tt also appesrs thot there iz a direet relationship
beteeers Sinmngial si:jﬁ(:éti’?ﬁ;;f ard interrity and operetionsl
otjectivity and mrﬁ%’, and thet Tinanolal stuses tod to
provent or distort operationl o Jectivity and romdt in
wpzoductdve and aboriive offorts,

The scute nred for internsl audit in the fentral Intelli-
genoe Agency ir further pointed up tv the faoh that Congress,
in the intereste of naifonsl secmity, hae authordzed the ‘renny
to account for funds tay & cortdtiocts from the Tirector to the
effect that funds have been rroporly spenmt for publie benafit,

rerponesible for e drddapendent audit of 211 Apeney uwmouchered

funds and properdy, In April 1991 tho stature of this wnit wes
onlarced Ly the change a'xr Lho prpendzational position froma
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reporting directly to vw nomty Mrector for Mdministration,
25X9A2 However, durdng this m srengr otaff coployeer heve incressed

nore than _t,he rmsber of covert agents Yy more than
25X9A2 I o e éewr voluie of expenditure of sppropriated
funds hag more then -,mt’ilmi, o mumbor of operztional projects
hoag prown, act only in mhm bub alse in complexdty; omd as &
congeguence there axist:s defirdte need for strengthening the
audit and inspection mg:sam, especislly with respect io pro-
pristary vrejecte and major (ield instelletdens,

Tocognitdon of the need for critfeal solfeexaminetion has
lead to the uze of 2 s;rmrp of culified senior comultants, The
Hodicsl Office and the ﬂ;{’fiﬁi o Cerprel Cownzel, for emerle,
have been examined by meriﬁemed mem of proven atdlity omd
naidonel repube, The Gmm}i}&r'ﬁ office in malking contimsous
use of such a person, ‘Lo £1d in the gramination, among athar
things, of weaknesses in the andit field]

{

The poliey of iﬁm fetra’ Intellice:ge Agengy Lo oxmmine
4igeld and Lo cull on mmar aaodenced consuliante has Yoen
an effoctive one. It zzanm e exteonded to thome aress nob

elready touched,
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Conclusiong
{1) The three-part structure of the Central Intelligence
Arency is & sound conception and has been helpful in the carrying

out of Agency reaponsibilitiaa.

{2) The removel of control of intelligence offices from the

hande of those who ari primarily sdministrators has heen bsneficial.

Qé% Additlional gaorg:nimation ie required to achleve the
centralization that 1& neceseary for the proper administration of
an sxpanding organiza%ion. This should plsce personnel, medicine,

snd training ander oné genior head,

(L) 'There shoul& be senior understanding of certain limite-

tions of centralimatién, notably in the field of secret cperations.

{5) There must.#a contimied effort to provide for administra-

tive planning and confrol of covert projects,

(6) The per&onn?l program har been developed with quality
suffering at the expense of quantity, Thers mst be redirected

planning toward more éffectivt internel program.

(7) Expansion of the Agency has csused a preoccupation with

current matters and consequent neglect oflonger term thinking,

(8) The original conception of the budgetary function served

the Agency adequately in an earlier pericd; however, recent growth
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demands thet new arran%ammnts be made to protect the eveelal

sacurdity granted in thﬁa field.,

(9) The e:pan&ioh of the Agency, an obvious interast of
the press and public, hus made difficult the fallsnforcement of
the security principl!for snonymity. A redefinition of uhat

eonatituter the "need ?o know" must bhe made from a policy lewsl,

¢10) Some waste ib the rasidly expanding Central Intellisence
progran may be the ngc&assry price of Agency mecurity, but econe-
siderable tizhtening up is pomsible without danage--and even

conceivably with bemefit--to Ayency objectives,

(11) Ther: mst b@ closer underetanding end ccordination

batween the oveort and covert offices,

(12} ‘e policy o$ the Central Intellirence Azency to
axsnine 1tmelf hap bﬁaﬁ &n elfective one, It must be extended to

those offlices not alre&dy reviswed,

e s

Cﬂﬂtmm
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